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customer value. The key is how it is used. Buttle (2004) makes the com- 
ment; ‘... to say that CRM is about IT is like saying gardening is about 
the spade’. 

@ Misunderstanding 4 CRM is about loyalty schemes 
While loyalty is very important CRM is bigger than a loyalty scheme. 
CRM may provide the basis for a scheme (e.g. customer databases) but 
is more multifaceted. 
Misunderstanding 5 CRM can be implemented by any organisation 
CRM often requires an analytical element (e.g. statistical analysis of 
data) if the organisation lacks the data and/or request skills to inter- 
pret such data, then CRM is unlikely to be successfully implemented. 
Firstly, an infrastructure needs to be built. 


The above points show that CRM is a combination of processes /factors 
which can be summarised in Figure 15.1. 

The combination of databases, marketing information and IT applica- 
tions permits the development of increasingly sophisticated CRM systems. 
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Figure 15.1 
Component parts of 
a CRM System 





These deploy artificial intelligence (AI) as a means to enhance the customer 
experience. Two such examples are: 


1 Case-based reasoning 
Case-based reasoning contains a library of past cases. Each contains a 
problem description and a solution and/or outcome. This knowledge 
provides an ‘expert source’ of information relating to customer prob- 
lems, complaints or inquires. The current problem is matched against 
similar passed cases. For example, a helpdesk could use this to diag- 
nose problems. 

2 Rule-based expert systems 
Expert systems attempt to classify knowledge as a series of rules 
which generates a course of action. This can be simple true/false logic 
or apply more sophisticated ‘fuzzy logic’, which considers uncertainty 
and probability. 


Illustrative Example 15.2 


Beer and nappies: an urban legend 


Allegedly, a major supermarket chain undertook a data mining analysis of customers’ buying 
habits and established a statistically significant link between purchases of beer and purchases 
of nappies. Speculation suggests that this was due to the fact that fathers buying babies nap- 
pies were also likely to purchase beer, as they were going to be spending more time at home 
as opposed to going to the pub! Subsequently, the retailer placed nappies and beer closer 
together, generating increased sales of both. 

There is no confirmation that this story is true but it has been recounted so many times it has 
become an urban legend. 


Source: Wikipedia.org, 2006. 


Database mining has become an important CRM tool. It involves 
sorting through large amounts of data and picking out relevant infor- 
mation. Data mining has been defined as ‘the nontrivial extraction of 
implicit, previously unknown, and potentially useful information 
from data’ (Frawley et al., 1992) and ‘the science of extracting useful 
information from large data sets or databases’ (Hand et al., 2001). Data 
mining gives information that would not be available otherwise. 
However, given that the collected data stores and manipulates actual 
live data relating to individuals, questions relating to privacy, legality 
and ethics exist. 


E Strategic versus operational CRM 


CRM can be conceived as operating on two levels. Firstly, strategic CRM 
aims to contribute to making the business more market orientated. 
Essentially, market orientation means understanding and meeting cus- 
tomer needs, with the customer being the focal point of the business. This 
is an all-embracing process involving corporate culture, staff develop- 
ment and major infrastructure investment (e.g. IT systems). CRM has a 
key part to play in developing relationships with, and retaining, cus- 
tomers. It is a business philosophy more than a process. Secondly, at an 
operational level CRM is essentially a process of automating activities and 
the providing of assistance to customer-facing activities (e.g. a helpdesk) 
using the technology described above. For example, customers who have 
not used a service for a while could be e-mailed with a discount offer to 
encourage use. 


Illustrative Example 15.3 


Finding customer value 


SPSS is a major supplier of statistical and predictive analytical software. Colin Shearer, a Vice 
President at SPSS states: ‘Most companies have always dealt with their customers en masse. You need 
to identify the small percentage of very high-value customers that are generating 80 to 90 percent of 
value in the company. You are also interested in the trends, such as customers who are dropping out of 
the top to become less valuable and take their business elsewhere’. 


Source: Financial Times, 2004. 


E What makes a strong relationship? 


The heart of any CRM programme is relationship building. Relationship 
marketing is a commonly held marketing principle. The process aims to 


Figure 15.2 
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build and enhance strong relationships with customers and other related 
groups (e.g. suppliers). Subsequently, CRM should assist this fundamen- 
tal process. From a marketing perspective a relationship has several key 
drivers, these are summarised in Figure 15.2. 
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The above diagram summarises the key elements associated with develop- 
ing and maintaining customer relationships. CRM needs firstly to target 
potential customers. Note: Not all customers merit attempts to build rela- 
tionships. The customer may simply be a brand-switcher who continually 
changes supplier or who generates insufficient revenue to make relation- 
ship efforts worthwhile. The basis of targeting is segmentation, with the 
organisation needing to identify high value, frequent use customers and 
those most likely to convert from enquiry to purchase. Fulfilment and 
logistics concerns the meeting of customer expectations, and is often seen 
as a pillar of relationship marketing. It is important to manage expectations 
(e.g. do not set unrealistic delivery dates to get an order). Commitments 
made to customers should be credible and achievable. There is an old say- 
ing in sales management — ‘Under promise and over deliver!’ It should be 
noted that fulfilment is the responsibility of the entire organisation, not just 
customer service staff. Sustaining a relationship is about building trust 
with a customer. Hence, it is important to have an open, two-way method 
of communication. For example, customers should be surveyed regularly 


and encouraged to report problems and errors. Sustainability can be sup- 
ported by reward schemes, which endeavour to provide added value and 
encourage customer loyalty. Things will from time-to-time go wrong and it 
is important to have a recovery scheme. This aims to resolve problems and 
should have the goals of openness (e.g. Admit an error) and problem reso- 
lution. Customer contact staff need to be empowered to resolve issues 
fairly and effectively. 


E Lifetime customer value 


The term lifetime customer value is an important marketing concept. It is 
used to differentiate between customers and identify those an organisa- 
tion should concentrate on. Peppers and Rogers (1997) state ‘some cus- 
tomers are more equal than others’ and organisations need to learn to 
‘capitalise on customer differences’. Customer lifetime value takes into 
account the potential revenues generated over a specific period of time by 
a customer. Economic models can be used to establish the value of various 
customer groups and allocate marketing resources accordingly. Marketers 
need to predict future purchasing behaviour based on general trends and 
customer profiles. For example, in the banking sector, banks may be will- 
ing to sustain losses on operating children’s accounts on the basis that the 
child may well continue to bank with the provider for their entire lifetime. 


E Summary 


CRM is widely used as a means to develop and maintain customer rela- 
tionships. Its key aim is to manage customer interactions effectively across 
the entire customer life cycle. Increasingly, it is IT based but should not be 
IT lead. Technology needs to be a means to deliver factors such as: cus- 
tomer loyalty and service recovery. A CRM system ‘bonds’ together the 
organisation and acts as an integrative vehicle. Strong relationships are 
maintained through: targeting, fulfilment, sustainability, service recovery 
and reward. 
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About this chapter 


The ethical stance an organisation takes on an increasingly wide range of activities has been 
coming under greater and greater scrutiny over the last 20 years. This chapter explores some 
of the ethical frameworks that can be employed to inform the strategic marketing decisions 
taken by an organisation. The chapter also explores the way that individuals in an organisa- 
tion actually go about judging what is a moral decision and highlights some of the problems 
this poses for companies. 


E Introduction 


Marketing practitioners have to take decisions not only based on their 
individual values and beliefs but also within both the values and beliefs 
present within their organisation and the wider community. Complex 
strategic marketing decisions about priorities, values and standards are 
unlikely to be straightforward. Many of the dilemmas they create are eth- 
ical in nature. 

The impact of considering any ethical dimensions in making strategic 
marketing decisions generates a wide spectrum of issues. To some extent 
an individual’s perceptions of the ethical issues involved in a decision are 
informed by their wider political beliefs about the nature of the market. 


WE Political philosophy and ethical 
decision making 


Capitalism can be summarised as being an economic system consisting of 
privately owned institutions that produce goods and services in competi- 
tion to each other with the aim of making profits. Milton Friedman was a 
proponent of a laissez-faire form of capitalism. This proposes an unfet- 
tered capitalist system where there is little government intervention on 
the activities of the organisations in the market. Within this ideological 
perspective Friedman argued that (1970) ‘The social responsibility of busi- 
ness is to increase its profits’. Friedman claimed that the only responsibil- 
ity an individual had as a corporate manager was to the owners of the 
organisation. Although he did allow for the fact that some institutions, 
such as hospitals and schools, may have charitable aims he still advocated 
that the managers of those institutions only have a responsibility to deliver 
against that organisation’s charitable objectives. However even within this 
argument Friedman did suggest there are some limited ethical boundaries 
in that competition should be without deception or fraud (1962). 


Figure 16.1 
Example of 
stakeholder groups 





At the other extreme from Friedman’s position is the view that it is uneth- 
ical for an individual or an organisation to make profits at the expense of 
another individual’s needs. The contention is that the idea that all activ- 
ities should be based on the concept of a market is based on a capitalist ide- 
ology that has only become a dominant perspective since the end of the 
cold war. In fact some would claim that marketing itself is the manifest- 
ation of a capitalist ideology that is ethically challengeable. At one end of the 
spectrum the argument would be made that nothing should be exchanged 
on a market basis as it is unethical to distribute products and services on 
an individual's ability to pay rather than on the basis of their needs. Karl 
Marx believed that resources should be allocated according to the princ- 
iple of ‘From each according to his ability, to each according to his needs’ 
(1875). Even those who would not hold this unqualified view would have 
reservations as to whether services, such as, health and education provi- 
sion should be allocated to individuals on the basis of their ability to pay. 

The philosophical stance an individual holds about the nature of the 
market will influence their perspective as to the ethical issues that have to 
be considered when making decisions within an organisational context. 
However some would argue that even within a capitalist perspective of the 
market there is no ethical conflict for those making decisions in the mar- 
keting arena as practicing ‘good ethics’ should produce ‘good business 
results’ in the long term. A former chairman of L’Oreal, Lindsay Owen-Jones 
stated ‘Business ethics are not a restraint that companies impose on them- 
selves for simply moral reasons. Doing business honestly is also the most 
efficient way to do business long-term’ (1989). 

This perspective that good ethics is good business stems from the real- 
isation that companies have interactions with a much wider range of stake- 
holders other than just their shareholders. That even at the basic level of 
making profits companies have to satisfy such groups as consumers, 
employees, investors, suppliers, local politicians and others (see Figure 16.1). 
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It is everyday interactions with these wider groups that create positive 
brand and corporate images and therefore the profitability of an organisa- 
tion’s activities. There are occasions when the interests of different stake- 
holder groups diverge and these tensions can become the seedbed of 
problematic ethical issues for managers to resolve. For instance, consumers 
may wish to have 24-hour availability 365 days of the year for a product 
or service that an organisation offers. However, employees may feel that 
the anti-social work practice that responding to this demand may induce 
is severely detrimental to their quality of life. 

Ideas of corporate social responsibility (CSR) are consistent with a stake- 
holder perspective on an organisation’s activities and the growth of the 
CSR agenda has acted as a catalyst in making organisations focus on ethics 
of their marketing decisions. 

There are a number of other political philosophies, such as, feminism 
environmentalism, that inform the ethical perspectives an individual may 
form on an issue. These may also provide a wider set of stakeholder per- 
spectives surrounding an organisation’s activities. Whatever the political 
philosophy held by an individual they are likely to face ethical dilemmas 
in their working lives. Certain professions, such as medicine, have always 
had a very strong ethical dimension to their training and practice. Many 
have ethical guidelines to which members of the professional group have 
to adhere. In business and management this tradition of ethical training 
and standards has been much weaker although in recent times the emphasis 
on an ethical dimension to degree programmes has been growing in many 
business schools. The marketing profession has also set some standards 
but only in limited areas of its activities. 

Managers and marketing practitioners are likely to face many ethical 
dilemmas in the course of their career. How can they start to evaluate how 
best to make decisions that would withstand scrutiny on ethical grounds. 
A number of frameworks are available to individuals to employ to assess 
the issues facing them. 


E Ethical frameworks 


Teleological or consequentialist ethical 
frameworks 


Goal-related approaches to ethical decision making are often referred to as 
teleological approaches. This is derived from the Greek word telos which 
means ‘end’, ‘purpose’ or ‘goal’. When considering the ethical stance that 
should be taken on an issue teleological approaches focus on the end 
result of an action. Thus it is the final consequences that are the focus of 
any judgements that are made rather than any of the actions that have 
been undertaken to achieve ends or goals that have been set. Although 
there are a number of teleological theories the one that has had the great- 
est impact is the utilitarianism theory. The basic tenants of this theory 
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where proposed by Jeremy Bentham who suggested that ‘The greatest 
happiness of the greatest number is the foundation of morals and legisla- 
tion’ (1843, p. 142). Applying this theoretical approach would mean that 
marketing practitioners would need to identify all the beneficial and 
harmful consequences to each group of stakeholders associated with all 
the potential alternative actions that it is considering for possible imple- 
mentation. If there are more beneficiaries than sufferers as a result of a 
decision then utilitarian theory would suggest that there is justification for 
considering that decision ethical. One common tool that has developed out 
of utilitarian theory is cost benefit analysis. 


Cost benefit analysis 


Cost benefit analysis is a tool which attempts to quantify the value of the costs 
associated with a project against the value of the benefits created. Thus a new 
road development would have an economic cost and a value in terms of the 
economic impact in terms of growth of the local economy that might come 
about as the result of the new transport route. Cost benefit models would 
also try to cost other issues such as environmental impacts or road safety. 

Cost benefit analysis as a tool highlights two difficulties associated with 
teleological approaches to ethical decision making. Firstly, both Bentham 
and John Stuart Mill, who actually coined the term utilitarianism, were 
writing about individual not organisational actions. The actions that an 
organisation can undertake are likely to have a significantly wider impact 
on a far wider group of stakeholders than an individual acting on their own. 
Of course, organisations are made up of individuals whose actions should 
be informed by ethical considerations. Nevertheless the complexity of the 
decisions made by corporations can make it extremely difficult for them 
to forecast all the potential consequences on all the possible affected parties 
of a proposed course of action. 

The second difficulty with the utilitarian approach is what about the 
minority groups who have been disadvantaged for the benefits of the 
majority? In contemporary society many would assert that these minority 
groups have rights that are being ignored. However the idea of rights 
does not flow out of teleological theories of ethics but out of deontological 
theories which will be discussed in the next section. To summarize teleo- 
logical theories of ethics are entirely focused on outcomes and any other 
considerations carry no weight. 


Deontological ethical frameworks 


The term deontological is derived from the Greek word deon which means 
‘duty’. From a deontological perspective the judgements that have to be 
made in deciding whether an action is ethical focuses on the individuals 
duty in a situation not on the consequences of the decision itself. Duty-based 
ethical frameworks focus on broad abstract principles such as honesty, 
fairness, compassion, justice, respect and rights. Therefore a decision may 


be ethical if the individual has acted honestly even if a majority of stake- 
holders are adversely affected by the outcome. A key concept that has 
developed out of this theoretical approach is the idea of rights. The con- 
cept of rights has its origins in the classical Greek idea of ‘natural rights’ 
that develop out of the concept of ‘natural law’. 

Rights can be both positive or negative in nature. A positive right would 
be a right to health and safety at work. Negative rights would be exempli- 
fied by limitations on organisations’ activities due to an individual’s right 
to privacy. Rights of different groups can come into conflict with each other. 
The rights of a company to pursue profit could clash with the rights of the 
individual to live in a healthy environment. Rights and duties are also 
related. When the rights of one group are given pre-eminence by society 
it tends to result in other groups having a duty to respect those rights. 
Employees are deemed to have a right to experience a safe and healthy 
work environment therefore organisations have a duty to protect their work- 
ers from hazardous situations. 

Given that there are many different and potentially competing rights 
how does an individual decide which right or duty is the correct one to 
follow? According to Kant one duty took precedence over all others. Kant 
called this the ‘categorical imperative’ which means the ‘unconditional prin- 
ciple’. Kant proposed ‘unconditional principle’ is that individuals should 
‘Act as if the maxim of thy action were to become by thy will a universal 
law of nature’ (1785). 

According to Kant an individuals actions are acceptable only if they could 
be judged to be adopted as a universal principle that everyone should fol- 
low. On this basis breaking one’s word to someone else would only be 
acceptable if it was accepted as a universal principle that everyone could 
follow. If this was deemed to be an acceptable universal principle then 
obviously giving one’s word to someone would no longer have any value. 

There are a number of issues that arise from deontological approaches. 
Firstly, they do not take into account the consequences of an action. Kant 
himself actually made the argument that truth telling should be regarded 
as a universal principle to be followed even if this meant an innocent person 
might die as a result. Secondly, which right, duty or principle takes prece- 
dence in any particular situation? Many current ethical debates are centred 
on this issue. The debate surrounding abortion is centred on which should 
have precedence; the rights of the woman or the rights of the unborn child. 


Virtue ethical frameworks 


Virtue ethics are concerned with integrity of the individual making a decision 
rather than the decision itself. This approach to ethical thinking is associated 
with Aristotle. Virtue according to Aristotle is exhibited in an individual’s 
behaviour as judged by the wider community in which they live. The aim 
should be for the individual to live a virtuous life as judged by his peers. 
This approach is focused on the individual and it is concerned with 
what you are, not about what you do, its about being not doing. Aristotle 


saw virtues as means by which an individual could reach the goal of 
achieving their full potential. Therefore although there is a goal it is an 
internal goal. The consequences to the individual of not acting ethically 
are that they will have failed in achieving the goal of having lived a virtu- 
ous life. This is unlike the teleological approaches to ethics which focus on 
external goals. Aristotle agreed with Plato’s proposition of four virtues, 
wisdom, courage, self-control in physical pleasures and justice. However, 
Aristotle saw these as being virtues associated with a good life and sug- 
gested additional virtues that were associated with a civilised life. These 
were concepts of patience, amiability, sincerity, right ambition, magnanim- 
ity, wittiness, liberality and munificence. All these virtues were judged as 
being at the mean between two vices at the two extreme ends of the scale. 
For instance courage would be judged to be found at the mean between 
the vice of cowardice at one end and rashness at the other. Aristotle sees 
justice as a pre-eminent virtue although his definition of justice is rather 
vague. He states that ‘to do injustice is to have more than one ought, and 
to suffer it is to have less than one ought and justice is the mean between 
injustice and suffering it’ (1976, p. 78). 

Aristotle’s proposed virtues have to be seen as growing out of the peer 
group that would make a judgement as to an individual's character. They are 
a product of the male dominated society and of the wealthy elite within 
which Aristotle circulated. It would therefore be difficult for women or 
the poor to achieve the ideal character as proposed by Aristotle. 

However in the last 15 years writers have suggested that a virtue-based 
approach to ethics may offer an alternative to the teleological and deonto- 
logical approaches for considering ethical behaviour within organisa- 
tions. Soloman (1993) suggests that an alternative is to focus on the 
character of the individuals working within an organisation. He goes on 
to suggest that honesty, fairness, trust and toughness are the key virtues 
for managers in contemporary organisations. Soloman envisages tough- 
ness in terms of having the robustness to have a strategy and seeing 
through its implementation. 

The implication of Gilligan’s (1982) research is that a virtue based on 
care could also be considered. This would have care/wisdom as the mean 
between the two vices of inflexibly following rules and appeasement (see 
next section on moral reasoning for more detail on the concept of care). 


Illustrative Example 16.1 


UK clothing retailers 


In 2005 Ethical Consumer magazine released the results of a survey it had undertaken on UK cloth- 
ing retailers. They rated companies based on an evaluation of workers rights and whether they 
traded with countries that were judged to have oppressive regimes. At that time, the findings 
were that none of the UK’s top 27 clothing retailers could be recommended as places in which 
someone who wished themselves to be regarded as an undeniably ethical consumer could shop. 


E Moral reasoning 


There are, therefore, a number of frameworks that individuals and organ- 
isations could employ to help ensure that the strategic marketing decisions 
they are concerned with are ethical. However, it is the way individuals 
think about ethics and decision making that will actually affect whether 
organisations make ethical decisions rather than the availability of theoret- 
ical frameworks that could be employed. Kohlberg (1976) decided to study 
how individuals actually decide what is morally right and developed a 
moral reasoning theory that has profound implications for aspects of 
strategic marketing decisions. Kohlberg undertook a longitudinal study 
of 58 American boys between the ages of 10 to 16 years interviewing them 
every 3 years over a 12-year period. As a result of this study Kohlberg pro- 
posed that there were three stages that an individual could possibly progress 
through in terms of their cognitive moral development and within each of 
these stages were two sub-divisions. These stages and sub-divisions are as 
follows: 


1 The pre-conventional stage: At this stage an individual perceives rules 
to be external in nature and imposed by an external force. Decisions 
are therefore made in terms of the rewards or punishments that the 
individual may receive as a result. Within this stage there are two 
sub-divisions: 

@ Obedience and punishment orientation: At this level an individual will 
abide by the normal standards of behaviour in order to avoid pun- 
ishment. An individual at this level will therefore comply with man- 
agement instructions without question. 

@ Instrumental purpose and exchange: An individual at this level of moral 
development will make decisions based on rewards that might come 
to them as a result. In organisational terms they will make decisions 
based on what the possible gain to them might be in terms of poten- 
tial increases in salary, promotion or other aspects of status. 

2 The conventional stage: At this stage an individual will act in accordance 
with the norms and expectations of society or particular social groups 
to which they belong. Within this stage there are two sub-divisions: 

@ Interpersonal accord, conformity, mutual expectations: Individuals at this 
level will act in accordance with the norms and expectations of those 
social groups close to them, such as, family, friends or work col- 
leagues. This is done in order to be socially accepted by the group 
not because they perceive the group norms and expectations as eth- 
ically correct. In this situation an individual may decide not to con- 
tradict managers in their organisation because they may loose the 
social approval of their superior and other colleagues. 

@ Social accord and system maintenance: At this level the individual per- 
spective takes into consideration wider society. Moral decisions are 
seen in terms of abiding by rules and regulations because this is of 
benefit to both themselves and the wider society. At an organisational 
level individuals at this stage could follow the company’s rules and 





procedures but they may also refer to their professional body’s code 
of practice or the wider society’s institutional laws and regulations. 
3 The post-conventional stage: At this stage individuals will reflect upon 
and question the moral principles to which they adhere. Within this 
stage there are two sub-divisions: 

@ Social contract and individual rights: At this level an individual while 
generally following the social rules and regulations of society, may 
begin to challenge aspects of them and consider whether laws 
should be changed to the benefit of everyone. Within an organisa- 
tional context individuals at this level may begin to challenge and 
suggest changes to the company’s policies and decisions. 

@ Universal ethical principles: At this level an individual makes moral 
decisions based on universal principles. They will see their individ- 
ual responsibility to be beyond wider social standards and are likely 
to take a principled stand on an issue, mainly seen in terms of just- 
ice, where they feel an unethical decision has been made in the face 
of potentially adverse social consequences to them as an individual. 


Kohlberg argued that individuals could move up through these stages and 
their sub-divisions one level at a time. Individuals move a level when they 
see a contradiction between their current reasoning level and the one above. 

This theory is focused on the reasoning that the individual undertakes 
not the decision that is made or its final outcome. What is important about 
this theory is that only those individuals at post-conventional stage are 
likely to think in terms of universal principles or theory discussed early in 
this chapter. Kohlberg, however, suggested that most American adults’ 
moral reasoning was at the conventional level. That is, it is highly influ- 
enced by the immediate and wider social environment within which they 
find themselves. 

Gilligan (1982) criticised Kohlberg’s theory on the basis that his study had 
concentrated purely on boys but generalised the findings to all adults. In 
her research Gilligan’s findings supported Kohlberg’s focus on justice at the 
post-conventional stage for males but found these were not fully reflected 
in females who focused on issues both in terms of justice and in terms of 
care. This concept of care came out of females’ socialisation in the family 
where mothers in particular take on a role encouraging children to seek 
compromises that keep all members of the family happy. Her contention is 
that females tend to wish to resolve conflict in a way that leaves long-term 
relationships intact rather than creating fractured relationships through 
the one-off implementation of a decision based on a concept of justice. 

The implications of Kohlberg’s theory for organisations are quite pro- 
found. The majority of staff in an organisation are going to be primarily 
influenced by internal and external social factors in judging the ethics of a 
decision. In Chapter 6 we have already explored groupthink, one type of 
problem relating to the internal social environment in an organisation, 
and its impact on futures forecasting. Here the social dynamic within an 
organisation can impinge on the ability of individuals to evaluate the ethics 
of a course of action. If the senior management of an organisation does not 


consciously try and develop a company culture that encourages open eth- 
ical debate then the majority of staff will go along with decisions without 
challenging them. Thus decisions will be implemented that could be chal- 
lenged if seen from the perspective of someone from outside the immediate 
social situation within the company. Even more difficult for organisations 
is that if staff are given training in ethics then the individuals concerned 
may just adhere to whatever stance is advocated by that training rather 
than being prepared to challenge any dominate perspective. 

One way to try and ensure that strategic marketing decisions are not 
made that are intrinsically poor, as well as potentially commercially dam- 
aging, is to put in place formal mechanisms to consider those decisions from 
the perspective of each of the organisation’s wider stakeholder groups. 
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PART 5 





Teaching 
Strategic 
Marketing 





Many approaches exist in relation to teaching marketing from a strategic 
perspective. No one method offers a panacea, all have strengths and 
weakness. Tutors, students and practitioners all have many and varied 
ways of addressing issues related to teaching and learning. The author 
offers a problem-based learning (PBL) approach as one perspective. 
Experience suggests that this lends itself to teaching strategic marketing. 
PBL allows students to develop the correct balance of academic analysis 
and transferable skills, such as teamwork. Tutors should note that the 
companion website to this book will provide additional examples and 
support in relation to PBL as a teaching strategy. 





CHAPTER 17 





Problem-based 
learning 





This page intentionally left blank 


About this chapter 


This chapter examines how problem-based learning (PLB) can provide a unique approach 
to teaching strategic marketing. As a teaching/learning vehicle PLB enables the learner to 
acquire critical subject knowledge whilst developing problem-solving proficiencies, becoming 
a self-directed learner and fostering team working skills. Problems act as a stimulus or focus 
for gaining and synthesising knowledge. It is felt, the nature of PBL-based work closely resem- 
bles, in both nature and structure, the work undertaken by industry professionals engaged in 
strategic marketing projects. Subsequently, PBL is considered to be a highly appropriate teach- 
ing mechanism. 

This chapter introduces the PBL concept, outlines its advantages and provides a generalised 
approach to its application in relation to strategic marketing teaching. It can be thought of as an 
alternative to the traditional ‘case study’-based approaches advocated by many marketing texts. 


E What is problem-based learning? 


Numerous definitions of problem-based learning (PBL) abound. Bould and 
Feletti (1991) define PBL as: ‘a way of constructing and teaching courses using 
problems as the stimulus and focus for student activity’. The process is essen- 
tially simple — students work in groups to solve unstructured problems 
relevant to their field of study. They are required to define the problem, 
identify, synthesis and analyse information and generate solutions. The 
process is not simply adding problem-related tutorials to otherwise trad- 
itionally taught material. Tutors replace traditional lectures with problem- 
based scenarios supplemented with advice, supplementary reading and 
the development of generic problem-solving skills. The process means both 
tutor and students perceive the subject /curriculum as focused on problems 
relating to professional practice. Bligh (1995) summarises the process as a 
curriculum-based approach where learning unfolds through the applica- 
tion of knowledge and skills to the solution of real world problems. 
The characteristics of PBL can be summarised as follows: 


1 Students work in small groups with the lecturer acting as a facilitator, 
who presents a problem to solve as opposed to more traditional direct 
teaching. 

2 The problem(s) presented are unstructured and complex in nature, 
require group co-operation to resolve and typically have any number 
of correct answers. 

3 Learning is student centred and structured around both the problem 
and the process of problem resolution. 


Table 17.1 summarises PBL in comparison to traditional teaching strategies. 





Table 17.1 

Traditional lecturing Problem-based learning 
Teacher or expert centred Student/learner centred 
Teaching as transmission Teaching as facilitating 
Learning as receiving Learning as constructing 
Highly structured approach Unstructured/flexible approach 


Source: Samford University (2003) 


Table 17.1 shows the PBL approach advocates moving from learning 
being centred around the lecturer as an expert transmitting information 
for learners to receive, to a learner focused environment where students 
are required to source, evaluate and apply information within the context 
of a specific problem. The benefits claimed for PBL are: 


1 Given that PBL is essentially a form of experiential learning (Savin- 
Baden, 2000) it has advantages over more passive forms of learning 
(such as listening to lectures) in as much as it engages the learner and 
promotes the active use of the knowledge acquired. 

2 PBL promotes the development of ‘transferable’ skills such as team- 
work, communication and data acquisition. 

3 Students are motivated through the real life problems used in the 
learning. 

4 Research (Smith, 2005) suggests that PBL learners display greater know- 
ledge retention and recall. 


However, PBL is not a panacea. The process does have some acknowledged 
limitations, such as: (i) it denotes a significant culture shift, both for tutors 
and students, (ii) the development and restructuring of courses is time 
consuming and (iii) it is more difficult to implement in certain types /level 
of programme. 

In summary, PBL takes the following format. Working in small groups, 
students are presented with a problem (e.g. scenario, news item or video). 
It is important that the students do not have sufficient prior knowledge 
to resolve the problem immediately. The groups, with tutor support, are 
required to define the problem, identify their information/data require- 
ments and propose/evaluate solutions. Tasks are normally assigned to 
group members, with the group reconvening to present a solution which 
encompasses the new knowledge they have learned. Clearly, problem 
design/selection is critical to the success of the process (see later). 

The question is often asked: Is not PBL just the same as using case study- 
based teaching? It is acknowledged the methods are similar, but they dif- 
fer in respect to the presentation of the problem. Case study approaches 
normally present the participants with specific questions (e.g. Apply the 
Ansoff matrix to ...) which guide the learner. Additionally, cases are likely 
to contain relevant resource material (e.g. financial information, sales 


trends, customer feedback) whereas PBL provides only the problem, with 
participants required to identify the key questions and resources needed 
to generate a solution. Note: A general brief containing ‘open’ questions is 
often given to guide the learner. In other words the learner(s) must define 
the problem. It should be noted that PBL represents a continuum as 
opposed to stand-alone strategy. It could be blended into a programme of 
study and used to teach specific parts of the curriculum or provide the 
basis for an entire course of study. 


E Applicability of PBL to strategic 
marketing 


The authors feel that PBL is particularly suited to teaching a strategic mar- 
keting curriculum for a number of reasons. Firstly, the process emulates the 
work typically undertaken by marketing managers in industry. For example, 
they are required to work with incomplete data, define problems and com- 
munication solutions. Therefore, the process contributes to the development 
of professional marketers. Secondly, participants are normally required to 
assimilate knowledge from a variety of disciplines and sources (e.g. finan- 
cial, production) into an integrated solution. Such actions are strategic in 
nature. Thirdly, as stated above, the PBL process promotes the acquisition of 
transferable skills applicable to both marketing and general business tasks. 
Finally, marketing as a subject discipline, offers a wealth of problems and 
scenarios readily converted into appropriate teaching material. Note: 
Examples are given in the support material available with this text. 


E Writing effective PBL problems 


The entire learning process hangs on the ability of the tutor to develop an 
effective problem. It goes without saying that PBL requires the tutor to 
make numerous changes to their delivery approach, but without giving 
careful thought to how a problem is devised the entire venture is likely to 
fail. So, what makes a problem suitable for a PBL approach? Duch (2001) 
highlights five traits commonly associated with effective PBL problems: 


1 The scenario should engage the learner and relate to ‘real world’ situ- 
ations. This will develop the learner’s interest and maintain motivation. 

2 Problems promote the ability to make decisions based on rational, 
informed judgement supported by learning resources such as theory 
and data. Ideally, the problems should generate multiple hypotheses. 

3 Problem resolution requires team effort. 

4 The initial problem needs to be open-ended, incorporate a diverse 
range of elements and build on previous knowledge. 

5 The process should develop higher order skills (e.g. synthesis and evalu- 
ation) and incorporate programme objectives. 





PBL requires that learners work in groups, learn from/support other group 
members and benefits from diverse perceptions and shared knowledge. 
Hence, the problem must be challenging, complex and lend itself to mul- 
tiple solutions. An example is given later in this chapter, with additional 
materials available in tutor support materials. A well-designed PBL task 
encourages learners to become information seekers as opposed to the tutor 
being the information provider. 


M@ PBL tasks in the classroom 


Normally, PBL requires the class to be organised into groups of 4 or 5. These 
groups work independently of other groups, with students assuming 
responsibility for acquiring and synthesising the information required to 
resolve the given problem. The group must engage in collaborative learning 
with support from a tutor. The tutor operates as facilitator as opposed to 
being the ‘expert’. Typically, the tutor answers questions, suggests possible 
approaches (e.g. brainstorming) to the problem and clarifies issues. A cyclical 
process is advocated as a means for groups to analyse and resolve the given 
problem (see Figure 17.1). Firstly, the problem is presented to the students. 
The group then meets to discuss the issues, identify required tasks, informa- 
tion needs, etc. and allocate assignments to individuals. During the research 
phase, individuals undertake their assigned tasks, which may include sum- 
marising journal articles, obtaining/tabulating data, conducting Internet 
searches. Group members then report back to assimilate and review their 
findings. The process is then repeated until the group is satisfied a feasible 
solution has been found. Findings are then presented to the tutor. This 
may/may not form the basis of an assessment. Sherwood (2004) suggests 
that tutors consider PBL from both a social and physical dimension. The 
social aspects involve considering exactly who will participate and how rela- 
tionships will develop within the working group. The physical dimension 
consists of items such as workspace and technological support. 


E Example of PBL for strategic 
marketing 


The following example provides an illustration of how a PBL problem can 
be framed. Support material related to this problem is provided in the 
instructors resource pack available from the publisher. 


PBL example: Burberry 


Burberry, the UK-based designer brand manufacturing clothing and other 
apparel, recently celebrated its 150 year anniversary. The history of the 
company dates back to 1856, when Thomas Burberry, a former apprentice 
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Draper, opened a shop in Basingstoke. By 1870 the business had established 
a reputation for developing outdoor attire, and 1880 saw Thomas Burberry 
invent a gabardine fabric which was hardwearing and waterproof. The 
famous Burberry check was first used in 1924 as a lining for the company’s 
trench coat. The check now holds ‘iconic’ fashion status, with associated 
products worn by Humphrey Bogart in ‘Casablanca’ and Audrey Hepburn 
in ‘Breakfast at Tiffany's’. 

Today the brand has a global presence, with outlets all over the world. 
It boasts an impressive range of merchandise including apparel, eyewear 
and golf-related products. Burberry views the brand as: ’... a luxury brand 
with distinctive British sensibility, strong international recognition and differen- 
tiated brand values that resonate across a multi-generational and dual-gender 
audience’. (Source: www. burberryplc.com.) 


Required 


The success of Burberry, or any brand for that matter, depends on effect- 
ively transforming the brand vision into reality. Comment on actions the 





Figure 17.1 
The PBL process 





company has taken to do this, the financial implications of such actions and 
provide an outline of your recommendations for the future. Support your 
analysis by making reference to two relevant academic journal articles. 
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